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IBSTBACT 

Different researchers have sjiggested a variety of 
definitions for democratic leadership • As tKere i3 no one generally 
accepted definition^ it is difficult to categorically characterize a 
style as 'democratic • Democracy in a pure form Is based on the 
assumption that no member of the group is superior to other members. 
In operation^ no organization exists as a pure democracy and no 
leadership can exemplify pure democracy. Society and organizations 
recognize the person with superior ju4g»ent and special skill. People 
may discuss and agree on direfetions of action, but detailed 
activities are left to those to whom authority over these activities 
has been delegated. In considering leadership styles, xher^ is a 
question of how much focus will be attached to the' leader. 
Decentralization is an extension of delegation. Delegation refers 
mainly to the granting of authority and the creation of 
responsibility. Decentralization is the situation that results from a 
systematic delegation of authority. Decentralization of leadership 
increases opportunity for development of leaders; it does not 
preclude centralization of goal-setting, funding^ and policy- setting. 
(Author/JG) 
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THE DQOCRATIC SYSTEM OF LEADERSHIP 



- Styles of Leaderohtp Exhibited 



The- "democratic systea" has no one definition that will adequate- 
ly identify it. Some of the eaq>re8sion8 of the .meaningf of democracy are* 

Govemnent of the people/by the people, and for the people. 
Government deriring its just powers tram the consent of » 

the governed, . ^ 

The rule of the people* t * ' . 

The greatest good of the greatest number. , ' 

Submission .of the minority to the majority. 
Life, liberty, and the pursuit of happiness* 
Liberty, equality, and fraternity. 
The equal right of all to daterraine the structure and 

administration of the State, 
Respect for the dignity o,f the individual personality, ' * 

A chance for everyone to develop and contribute according 

to his ability, - * . ° ^ 

Shared freedom and responsibility, 

Four^themes appear in these expressions* people's rule, freedom, 
responsibility, and concern with the individual.^ 

In the Lippitt |uad Khlte studies at the Iowa Child Welfare Re- 
search Station the acblt leaders of the various situational atmos- 
pharos tried to create for the democratic atnosphere a situation in 
which* * * 

1. All policies (were) a matter of group determination. 



%alph K, White and Ronald Lippitt, Autocracy and Deroocracyt an 
8xperi»iental Inquiry , (New lork* Harpar and Brother»7T9to), p. 1, ~" 

^bid. p, 3* 



encourage and drawn out by the leader* 

2# (There was an) activity perspective given by an explanation 
of the general steps of the process during discussion at 
the first meeting* Where technical advice was needed^ 
the leader tried to point out two or three alternative 
procedures from which choice could be made* 

3* The members were free to work with irtipmever they chose and 
the division of tasks was left up to the groi^^ 

li* The leader attempted to be a group member in spirit and in 
discussion but not to (perform much of the actual work* He 
gave objective praise and criticism*^ 

Bogardus wrote of a study in which 1$Q eminent persons were 

!l 

asked to choose an outstanding leader in American life and history who 
Illustrated the principle of democratic leadership, and to Indicate 
three or more things which this leader did that veM evidence of lead- 
ership. The things these people cited w^rei (Dj) Increased opportuni- 
ties for the development of other persons; (2) er9>ha^«ed promoting ttie 
welfare of the group as such; (3) took the side of the weak against 
power and injustice; (5) consulted with authorities, even oppone^, 
before acting} (6) leading, not by ordering, but by .talking matters 
over with lieutenants; (7) carried out decisions by (a) sacrificing « 
self and (b) exhibiting self -resti^aint and not giving in to egoistic 
desires and appetites; and (6) emphasized rendering service without 
expectation of reward. In suianarliing the evidence Bogardus indicated 
that leadership was shown by the leaders' concern for the welfare of 
other persons, manner of living, manner of coming to ii decision, manner 
of carrying out decisions, and motire,^ 



"^Curt Lewln* Resolving Social Conflicts; Selected Papers on 
Group JiymiKLo: ' (Mew lorki JJarper and brothers, 19k'S)* pp* 75>7^ 
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Bmry S* Bogardus* Fundamentals of Soci al Psychology, (New 
Horki the Century Company, 1$^), pp, h3S=UW* — 



* * * 

The denocraUc* leader functions aa a participant alongside the 
other members of the groxp. He reaches out to people rather than do«n 
to peoiae. the decision-iwking ftmct^n resides in the group as a 
vhole, vith each member having an ecjual opportuni^ to participate. 
If there is irreooncilabie disagreement, the majority defines the 
position of the group, but the minority rstains the right to contiiiue 
to speak and the fullest possible range of contrary action that is 
consistent vith the safety and welfare of liia group is allowed. The 
leader has influence to the extent that his posiUon commends itself. 
He exercises leadership only so long as the group wishes him to. His 
weapons are persuasion and exan^le rather i*ia» dominaUon and coercion. 
His charisma is based on estem* that has been earned through yecognition 
of his ability and of his concern for common group goals. 

Chester I. Baraard has been of significant influence in the 
devriLopment of insight into the democratic form of management. Barnard, 
in his book. The Functions of' Executive, advocated 'the idea that 
leaders can lead only Wse who will be led. .It is .the basic funcUon; 
therefor^of ttui execuUve to gain cooperation of the workers toward 
accomplishment of th^ gr-up goal. This is done through q^mmunication 
within the e3Q)ectaUon of the woikers. When one becomes associated 
witti *n organiaation he accepts the premise that the ^rg-ntga^on 
purposes are consistent with his values and goals. He deveOops an 
area of expectation associated with the organisation. He will then 
accept S communication as authoritaUve only whao four conditions are 

iHarver Self art and Howird J. (ainabell, Jr. tSIj^S^ 
and SociSl^^l^ Pi ^^S^^^-^f^- 
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aiffloltaneously »et. He mist >«xderst»nd the conau^ He must 

beUeve the contwnication is consistent with the purposes.of the 
org«ni»aUon. He iwst believe the oownunication is oonyatible with 
hie person.1 interest «nd he moat be mentalXy end physicelly able to 
ooi!?)ly with the communication,* 

There is dereloped a •♦zone of indiff emce« within which an 
individxial will accept direction from one who has "authority of 
position." To whomever.holds these positions Individuals in organ- 
Ixations will extend "authority of leadership" so long as the leader- 

« 

ship 13 exercised consistent with expected actions and within the 
follower* • sone of indifference. Barnard said that there is no 
principle of executive conduct better established in good organizations 
than that orders will not be issued that connot or will not be obeyed. 
When it is necessary to issue orders that seem to (be inconsistent with 
one of the condiUons listed above the leader mast first educate, per- 
suade, and/qr offer effective inducements that the issue of unaccept- 
abHity of the order will not arise. ^ 

The leader must set objectives and guide subordinates. Donnelly, 
Gibson, Ivancevicisaid that both the democratic and autocratic 
leader most do this, but the democratic leader encourages, two-w 
connunicatlons between himself and hie subordinates.^ This ie consist- 

IChester I. Barnard, The FtocUotw of «je (Cambridge, 
Mass.t Hamrd University Pre88,;i95U>, Chapter 12. 

^Ibld. p. 167. 

^Ibld. p. 168. , 

^James H. Donnelly, Jamas I.. Oibaon, and John M. I^fJ^J^f > 
texaat Bustn ese Mlicat£ons, 19U), V» 193* 



tnt vlth Petar Dru<*er»« statement to the effect th»t dovmrtrd 
ooiiBiwaicatlon doee not wrk or norice only imperfectly. At another 
plftce Drucker eleo ««54 that ell one can oowrminicate downward are 
oomnands. One cartwt coKwunicate dovmrard anything connected with 
underatanding» This requiree xipward ooiamunicaUone. Understanding, 
according to Drudctr, occurs after \ipHard oownmicatlon because 
generally the recipient of the iqifward comcwnication has had experiences 
that peiwit hi* to relate to the oomunicatdon while recipients of 
downward oomnmnications lack .these ejqperiences^ 

Within the denocratio style of leadership different forms of 
parUcipaUon may be engaged' in by the leader. Ona leader may approach 
his activities as a yigorous^participant persuading the group to act 
according to his viewpoints while another leader may try primarily 
to stimulate the group to participate and achieve group goals or to 
develop leadership in other members of the group. The first leader 
stresses transmission of a viewpoint, the other facilitating a process. 
One leader may be a vigorous parUcipant in discussion while the other 
may b« purposely silent. The Acond style has been called the "maieutic" 
(Ore«^ for midwife), therapeutic, or developmental leadership.^ It is 
used to pass responsibility from the leader to the other m<«bers of the 
group. 

Ipatar F. Drucker with James L. Hayw, -The Jitwwjtj Manag^,* 
An elactronic tape casetta in the series Peter Drudcer on Management. 
(Mtw tbrtct American Management Association, 197U). 

^Pater f . Drucker, Kanagementi Ta^ ResponsibiUties^ 
Braotioaa . (Haw Xoarta Karpar and ibw, 197U), 

Wfart, p. liiU* 



' laiX Deiwcratic? 

» 

As ther© is no ^one definition generally accepted for deinoci^tic 
leadership it is difficult to categoricsOly characteriae a style as 
denocratic. Too great a degree of adxuission to participation by 
group members in the formulaUon of goals# the setting o|?-8tandards 
of achievement, and the time of participation moves the group style 
from denwcratic to laissee-faire or ajiarchy. Too mch rcgulaUon of 
the group and group activity moves the group siiyle from democratic to 
regimentation or authoritarian. 

Democracy in a pure foiw is based upon the assumption that no 
mteaber of the gtt>up is superior to other members. Carried to the 
extreme it vould contend that the oontribuUon that « moron could make 
to a group should be accepted as of equal value as the contribution 
that could be made by a genius. Democratic leadership assumes intel- 
lectual and emotional Wturity on the part of the members of the group. 
In a theoreUcany pure democracy decisions are made by discussion, 
debate, and wte-taking. Discussion carried to the extreme leads to . e 
indecision. Democracy and individuality are thought of as being 
practically the same. ActuaUy democracy is a social organitation in 
vhich individuality is submerged to the interests and desires of the * 
group. The theoreUcal decision making process that occurs in a 
deriocracy <iccurs as a result of people talking together. The limitat- 
ion this ixpOMea is that the group site must be small enou^ that 

1 

the mfwbers may t*lk together. 

IfranJ^yn 3. Haiman, Oroup Leadership figd Democratic Action. 
(Cwbridge, Mass.i Houghton fGQEmn, 1951^ PP« 5tM)6. 



In operation no orgaai««Uon exists as • pure democrtcy snd 
no leadership can exen^lify pure denoQracy. Society and organizations 
recognise the person with superior judgeinent and special skill, ^ 
Society and organisations recognise that so«e members do not possess . 
intellectaal and ewotional maturity and people vith capability take over 
the reigns of leadership. Society and organisations recognise the 
difference between abstract words and action* People way discuss^^d 
agree vpon directtons of ,acUon but detailed activities are left to 
those to whom authority over these activiUes have been delegated. 
Moiety and organisations select judicial leaders to whom they delegate 
authority to decide how general policies apply to specific cases, and 
executive leaders to whom they delegate authority for carrying out 
gpeoific acUvitles. Society and organisations recognise that discuss- 
ions carried on indefinitely result In no action so limits are set, 
the group's minorities subcdt to the will of the majority, and acUvities 
proceed. In m emergency a leader may have to short-cirimit the 
deiaocratlc process awl issue orders in an authorltirisn manner; or In 
a less urgent time a leader may necessarily become semi-authoritarian 
as an adwcate in order to cause the group to make up its mind. In the 
diinocratic organisation the individual must submerge his Individual 
will to the will of the majority, snd people wttst> in Isrge organisat- 
ions, coi9)romise their face-to-f ace talking to each other by select- 
ing spokesmen delegat«i.^ Leadership that emerges within a democratic 
organisation may not be purmly d«<ocr*tto^ but can pure democracy be? 
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DacentrallzaUon 

In the styles of leadership there is the question of whether, 
snd how much focus will be attached to the leadar. Drucker reported 
that in the forties and fifties theret was considerable resistance to 
dicentrali«ation because it was thought decentralisation would 
weaken top managanent. He contends that actually decentraliaation 
etrengthttis top management. He does ddsUnguish between business 
Management and work jaanagement decentralitaUon and contends that the 
lattmr is what is decentralised. That results in responsible workers, 
responsibls work groups, and a self-gorendng work group. This exten- 
sion of responsibility from top management to the woricers results in 
greater authority for top management because it reeves top managemwit 
of the need to perform non-m«nagement tasks and permits^ management to 
focus on the things it needs to do. Responsibility developed in the 
work force does not erode top management.^ » 

Decentralisation is an ext^ension of dslegatlon. DelegaUon 
refers mainly to the granting of authority and the creation of res- 
ponsibility. Decentralization is the situation which results from a 
systematic delegation of authority throughout the organization. 

Decentralization is sohieved in different ways. McGregor 
reported that Sears, Roebuck and CJompany achieves it by enlarging 
the number . of paople one manager supervises unUl he csnnot direct 
and control them in the conventional manner. This forces him to 



iDrucker, Management , p». 301-302. 

2Theo Halman and William 0. Soott, Management ^Jj^MSSSL 
Organisation. (Bostom Houghton Mifflin, 17iO), pp.n2^57. 
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•dopt a torn ol^**iMn«geiMnt by obJectlYes** ifhlch is a form of agreement 
on what Is to b« achiavedi vith fresdon for the worker to detemdne how 
it is achieored.^ 

Seifert «ad COinebtll's way of achieving decentralization is 
to use the '*iiaieutio" form of leadership* In this the leader firmly 
refuses to play the 'bxpert** role* His continuous rsfasal to direct « 
by edict the acUons of group nembers jforces other inditiduals in 
the group to rely vcpon their own initiative and latent resources to 
achienre objectives* This leads to greater group centered behavior and 
less leader dependeoce**" 

Centraiigation 

. Centralisation is the concentration of interpersonal control 

, in a few nesibersi with the extreme case of centralisation being that 

% 

where one Menber has all the perceived control and the others none.-' 



Wiile decentrnisatioh develops leadership qualities in sub* 
ordinates and relieves top management from detailed supervision there 
are f acits of organisational leadership that must be performed by 
designated leaders. There are some decisions that must be made at the 
top levels* These decisions involve such as capital outlay, new pro- 
ducts or research directions or dividend policies* Operational 



•4>ouglas M* MoOregor, "The Human Side of Batexprise," in The 
Planning df Change , edited by Warren Q. Bennisi Kenneth D* Benne, and 
fiobert Chin, CNew Yorkt Holt, Rinehart, and Winston, 1962), p* 1*29* 

Seifert and Clinebell, p* Ihh* 

^Arnold S* Tannenbaum, Conttt>l in Organisations* (New tbrkt 
KoOraif-HiU, 1968), p. 208. . 
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e$ ^ 1 
deci3i9n8 are usutlly better «*de by lower level manager* • 



The decision on iriiether en organitation should be operated on 

a decentraliz«>d or centtaiiaed basis depends on several factors. 

Centralicotj^on is common in amall enterprise*. The chief exejcutive 

of the siiall organitation iaay be the only person who is in close touch 

with all facits of the operation and his close aupervision may b« 

2 

necessary to the survival of the enterprise. 

In orgaAitations that produce a variety of products or services 
there may be advantages in decentralisation so that decisions involving 
the local product can be made as close aa possible to the operating 
situation} however, decentraliiation can result in subordinate units 
Increasingly resembling operators of small independent businesses. 
These local operations may soon be duplicating operations and servicee 
available in the larger organisation. The local operators may also 
fail to use the specialista available in the larger operation and way 
become less efficient with regard to the larger organisation than 
they would be under more c«mtralized operation.^ 

General Motors was cited by Drucker as an example of a decentral- 
ised cowpany that needed to have some centralisation of control insti- 
tuted when Alfred P. Sloan* became head* of the company. Sloane's 
organisation became dijcentralised authority and centAlised control.^ 
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ance . (Homewood, Illinoist Richarti D. Irwin, Inc., 1975/* P» 313* 

*^Haimann and Scott, p. 257. 

%al* 3. Beach, Personne lt The Management of People at Work 
3rd. edition, (Hew torkt Hacmillan PttELishing CoinHmy, 1975) • p7T81# 

^3ruck*r, Manajtuent, p. ^20. 
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In its mi«st and richest sense denocrattc leadership is personal 

■ ■ ■ ^ ■ ^ 

conduct which seeks to increase the, wetfare of other persons, which. i» 

arrived at by the coJfibiried '-Judgement of th«^e concern|ed, which endnates 

txom « siB?>lo node of living, which is canried out magnetically by 

example, and which seeks no rewardsv^ During the difficulUes of 

World Wai--II in England Winston Churchill exercised exemplar leadership. 

He offered his own courage as a model for the people. The democratic 

leader, then, functions .a model, in^ilying^that in identifying with the 

2 

leader one will best serve the ideals he shares with him. 

Deitocratic leadership produces results slowly. It takes time to 
train athers to act efficiently. Tact and skill are necessary in get- 
,Ung persoris to assume responsiblMty. The hopeful phase of this sit- 
tuition, however, .is that in stimulating others ^to become leaders, they 
are being made new centers of influence. By putting responsibility 
upon worthy persons a leader may create a thousand other leaders. 

Decentralization of leadership increases opportunity for 
development of leaders. Decentralization probably should be used 
when possible. Decentralization does not predudi centralization of 
goal setting, funding, and policy setting. 

•^gardus, p. U39» 

' • - \ 

^AlvinW..Qouldner. edi Studies in Leadership . (New Iork» 
Bussell and Russell, 1965)* p. kWl 

^Bogardtts, p. UO* 

' ' ■ . • 13- ^ . 
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